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Meanings of Work in Different Environmqus and Cﬁltures -
Environments .are an 'especia11y rich ‘ﬁnd varied ‘aspect of
organization's existences. Ours is a day when multinational
'corporations must operate in cultures radically diff&memt from tha£ qf

the home office. This is a time when wdrkers are leaving the

unemp]oyment lines of the Nort@easf for jobs'in the Sunbelt--an area

v

- .that, despite a common nationality and lanbuage,' often maintains

different cultural norms. It is important to understand the impact of

) .
differences in relevant environmental factors;- the impact may " be

S

substantial. 2 . .

_ One important part of the environmént that affects the design and

operation of: an organizatien is the culture of the areaf!'SimT1ar1y,

" one influential component” of the culture is the work values System of

the 16ca1'1abor force. What do people want from a job? How well do

their goals match their company's reward systems? In what ways do

people choase to work tbgether? The study of work values is relevant to
Y

"these, and other, questions. 4nfortunately, many‘ organizations have

too often ignored workers' values. Instruments may not be rehdi]y ’

available to measure them. It may be difficult to evaluate the costs

L)

of decisions that jignore employee expectations. ,

The benefits of locating a printing plant in a small Southern

] community are immediate: Raw materials can be obtained cheaply.

Unionization is unlikely and EEOC problems are rare if the community-
. f. N
P

w
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,has-been chosen carefully., Because the firm will be the major employer

in the area, thg local governments will probably make their goals

3

compaéible with the management's goals.

» e 4

" However, theré will be costs. Training and recruitment costs may
inc}ease. Managers may not wish to transfer to the new 'location,\or

they do not remain once they ’arrive. These personnel costs could be-

[y
r

due to a number of reasons. One, often overlooked, is the vgﬁug system

~ Of the locally available work force. The values and lifestyle of those

wﬁo have transferred to thi€ location may be radically different from

o .

the area's norms. One should not 'forget, for example,  that as recently

..
4

ras 1966, Mis§i%sippi was legally a. "dry" state. A similar example is -
N .

:

provided by Hulin (1969). ' .
To §ummarize, organizations are‘girecfly influg?ced by the beliefs

and values of the employéés. Many of these central beliafs dea1'wi§h

i

'the meaning of work and preferences for broad classes of work outcomes.

Therefore, we feel it is essential to measure employees' value systems.

One must have a guide as to what beliefs are central to most workers.
Cultural influences on Beliefs

Anfhﬁbpological studies have shed some light on the influence of

-

environments on persons' beliefs and goals. For example, Miller and

Swanson, (1960)  found that fathers empioyed. in large; highly
. - . N f\
differentiated bureaucracies have children who conforn and help

others.  Parents who were entrepreneurs (or who worked under

‘entrepreneurs) have offspring who are willing to take risks and to e
1. v ’ “ -

>
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eﬁterprising (see Berry, 1976; Dawson, 1973; and Sawyer and Levine,'

L3

1966; for related studies). .

R;search on wqrk peliefs in the United States has centered around
teying to meqéuie what is called’ the Rroteséan£ Work Ethic (see Weber,
1958; Tawney, 1926; Troelitsch, 1959; apg.Gréeh; 1959).- Blood (i969), s
Mirels & Garrett (1971), and Wollack, Gooddale, Wijtiag, & Smith (1971)
have all attempted- to measure the Protestan{ Work Ethic.-Pinfield (in .
‘press) found that m;st correlations between the different Protestant
Ethic measures were between .20 and ':50 (nearly all significant’at the
p<.01 Tlevel) with ;hé’ %gems loading on different. factors. These
reéﬁlts suggest that the patterns of wbeliefs called the "Protestant

_ Ethic," may be péorly measurgg—by the jns%?a;;nts“that exi;t. " This is
‘because investigators havejéttempted to take a complex system of
be]ie%s and measure these with'a single sca1?. Wigh the exception of
Wollack, et al. (1971), the beliefs are nof bxpligit and vary fﬁoq
scale to scale. Further, si%ply reporting that a group holds the.

» .

Protestant{Ethic yielﬂf iittle useful information to‘a‘ manager. 70ne
must be able to go beyond the geﬁ%ral 1gbel and specify the central

) 3 t -
beliefs the group ho]ds,) : ] - .
AN

Recently, Buchholz (1978) attempted to measure five pd&tterns of

beliefs about work: Protestant Ethic, Marxist-related, Leisure Ethic,

i

~ Organizational Man, and Humanistic beliefs. Each ethic was measured by
a single, factorially pure, subschle. .whaf is) obscured with ' this

instrument is that it uses five unidimensional scales to measure five

>
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® multidimensional concepts, called work ethics. What is needed are
. v
» scales that are as complex as the constructs they ¥re designed to’

[ measure.

) . P . .
‘An alterndtive approach to studying work beliefs - )
. ]
' It is clear that what people call "ethics" are actually composites

of work values. If a work ethic is’a pattern of beliefs and values, T
Fhen one should develop scates‘to meas&re thése beligfs and values.
» Obviously, specific beliefs may take many different combinations. -
However, any groups that tend to re;pond‘ in p?ttegns’similar to one of

' 4 the theoretical pattefns will ‘?e of interest. Equally, if not more

interesting, will be groups of persons who deviate,from the theoretical

/‘ ‘patterns ‘on some $cales. ' 4
( - " ""How does one decide wﬁat beliefs and values to measure? From the A

- *

literature, one finds certajn issues important to more than one work *
belief system. Often different writers take opposite positions on these
2N i : A

same work-related issues. . It should be possible to construct subscales

2

measuring these issues that (a) are central to at least one wérk belief -
system, and (b)'distinguish betweeﬁ two or more belief systéms. For
example, a huﬁanist would prefer c6mpromise whereas a Marxist would be
- more'willing to use confrontation as a ﬁ;%hoJ of dispute_rego]ution.
This typé of approach is superior to the more, traditional research .
methods. Not only can we state that a group embraces, say, the Leisure

Eth{c, we can also identify important beliefs the group holds that are
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'not part of' the Leisure Ethic belief system. We feel that this

approach is more useful to both the theorist and the manager. .

Jop-related Subscales
Based on the literature on work beliefs,, one can identify ten

Jjob-related issues ‘that distinguish four beliefs systems.i’Subsca]es

"~ can be constructed to measure beliefs aboyt éach of these issues. These

subscales are as follows: (a) Beliefs about a worker-run society, (b)

»

Attit ward labor unions, (c) Beliefs about the importance of work,

hard should one work? (e) sShould free time be spent for
business purposes? (f).Should work emphasize.igt;insig rewards (such as
an interestipg task, feeiings\of acéomp]ishmgnt, and responsibility) 6}
extrinsTC rewards (such as pay and fringe benefits)?'(g) Are workers
basically 152y or.hardworking' (h) ShouYd one always seek éo regolye
conflicts through compromise, or is confrontation an acceptable way tg
}esolvé giseytes?s(j),Should one speniﬁ one's free time helping others?

(i) Are managers basica]ly exploitive or suppoftive? These subscales

are presented in Table 1. The theoretical position that is thought to

L4
be consistent with each of four ethics (Protestant Ethic, Leisure

Ethi¢, -Humanism, and¢ Marxist-related) is a!so presented, wiih

Y
accompanying references. The "Orgaﬁizational Manwh ethic was not

included as a separate dimension in this study.
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\A. tén-factor chTirmatory factor‘\analysis suggested'that two
high]}l correlated subscates, ;workers are:" and “Managers are;“
Gpnstifuted only. one factor, and were subsequently combined. A -
questionnaire was. compieted by 318 working perfons employed on a
variety of jobs within the Qpited States. .A cluster analysis usiﬁg

Park's (1969) mefhod; was then performed on the ‘nine subscale scores.

Thewresults sﬁggested tht.there are fiJe clusters of pegp]e with more

was statistically significant (P < .01), indicating that the ctusters

[y
L]

were not £hance groupings. -

In order to tell how the clusters differed in their belfefs about
work, and to determine'the degree to which these groups’ belief -systems
correspond to any of the theoretical. systems, it 1is necessary teo
.compare the group ‘means' on the specific subscales. The méans a%é
p}esented in Table 2, ’

-----------------..-----------~--' ) » -
Student-Newman-Keuls post-hoc comparisons were used for these
) .

analyses. As an example of_the results, note the beliefs of Cluster 1.
N B ”

The members of Cluster: 1 did not believe that @ worker-run society

would be ideal. This group also Be]ieved in the importance of work and

the virtue of working hard. These views reflect tﬁe Protestant Ethic.

3

than <«-  ombers, A multivariate Wilke's Lambda, followed by ‘a Rao's R‘ “

\"I
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Cluster 1 members also believe intginsic rewards of - work shpu]d be .

empdas1zed, a-view most cons1stent w1th Humanistic beliefs about work.
-

The group is neither high nor low on the other job-related'subscales.‘

-~ * B N ~

Therefore, it would appear that this grouoré)beliefs are consistent

with the “Protestant Work Ethic." Similar results were obtained for the

other clusters, a]though the data were not always this "clean."

Cluster 2 tended to embrace @he leisure ethic, The views of the‘

members ofiE;;;fEn 3 were not distinctive, so no attempt:ygsf,made to
]abei them. C]uster 4 contained a combimation of Marxist, Prote;t;nt
Ethic, and Leisure Ethic beliefs. Marxist philosophy wos stronger
among these individuals than ampng members of the other clusters. The
members of the fifth«:luster (Cluster 8) hold mamy=of the tenents of
the Protestant Ethic, some Humanistic bel1efs, a few Marg1st-re1ated
be11efs and no Leisure Ethic positions, g
Discus§ion ¢

) The data sugge§t that the work: be]iefs scoTe‘ig a superior
instrument for measuring the beliefs of workers. The c]usters appear
to have logically-related belief systems. Also, the tfusters with the

Leisure Ethic, Marxist-related, and Humanistic belief patterns ?aleo

tended to have -relatively high scores on the; corresponding Butﬁholz'

scales. However, all the Buchholz scales indicate is the degree that
persons hold certain nonspecified _(although independent) beliefs. With

our approach, one can see not only what theoretical ethic describes a

person's belief system, one can also see ‘why that ethic is an,
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appropriate label for tho;é individué]a. No one group will endorse any
one belief system.completé]y. érouﬁs of people qon't come in neat.
packages. . The data from the pEesent study suggest that one theoretical
system was dominant in the work values of most pedple with another
theoretical system * second in frequency of occurancé: i}g Wou]d have
## been impossible to‘identify these digcrepan; ’beiiefs using previous

work-ethic instruments. .

¥

In conclusion, this theory-based approach to séudying’work beliefg .
is superior to existing ﬁethods, Organizations, in particular,<shou1d
consider the values and aspirations of employees, particy1arly wﬁen
designing tasks and roles (as when opening a new plant). Labor qisputes'
may arise, in part, f?pm c15$hes in;under]ying belief system§.de one
}eward system or'motivatibn strategy wj]] work well with all people;

one task of @ manager is to ynderstagd different workers desires and to
make the épproprfate'rewaras contingent_ upon performande. This method
N .of assessih;. yorker Eéliefs is a useful guides fof the manager
interested in Ghdérstanding ehployees from di?ferent 'envirohmeqté and

v

cultures. A

10
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Positians of each of Four Work Ethics on Ten Job-Related Dimersions

. Table 1

’

Dimension . Ethic
—_— F] A Y A it ']
) _. ,Protestant Ethic Marxism Humanisn Leisure Ethic o
L ] .
L
Beliefs about a Opposes Favors Favors Neutral
worker-run soclety . (Fullerton, 1928) (Laski, 5967; (Haymran, 1973)
Meyo, 1380) - !
Attitude toward Neutral or Anti- Favors Neutral ) Favors;
labor unions Union g (Laskiy 1967) < (Levitan & Johnson,
llo routtion s 1822) T
meriioned d
- N Fe
The importance Yes Yes Not . i No
of work (Berger, 1562) » Necessarily (Levite: & Johnson,
\ (Harmean, 1978) 1973; Berger, 1562)
s : '
Should free time be Yes : Neutral No » NO
used for business (Berger, 1902) (Harmar, 1978) (Leviten & Jelmeon,
purposes? . . 1973; Berger, 1962)
\. \ [l
How hard shéuld Yes Neutral ¢ Neutral Neutral
one work? s(Fullerton, 1928; .
Proverbs 22:28) .
. .

15

O
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. ] Table 1, continued o
Protestant Lthic Marxism Humanism Leisure tihic
% .
Should work emphasize Both Extrinsic Intrinsic ) Extrinsic
intrinsic rewards? (Fullevton, 18928) (Laski, 1967; (Barmen, 1978; (Levithan & Johnson,
: tayo, 1960) Fouikis, 1972) 1973)
b
Workers are: . Evil . Good Good Neutral
i (Fullerton, 1928) (Mayo, 1360) - (Maslow, Jua,,
Aldzrfer, 1972; T~
- Argyris, 1957)
Managers are: Neutral exploitive Good * Heutral
(Laski, 1967; (Harman, 1978)
llayo, 1960; ’ * \
- Lottomore, 1964)
_ / .
. . : - .
Conflict resolution Neutral . Accepts con- Always through «_Neutral
frontatien and poss- covperaticn .
ible violence ,
a ' (Llaul\.v, 1367) h
Should one spend onc's Yes Yes Yes ~No
' free time serving ( crger, 1922 * (Mayo, 1969) (Harmar, 1978) (Levitnan & donn’on
others? Fulflerton, 1928) . ‘ 1972)
’
\ .
. . .
pi : Y
17 18
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' . Table 2 : . C N
. ' - .Student's Newman-Keuls Comparisons '
. of Clusters on Hork Beliefs Subscales ’ \
) / A 5 *
_WKR _UNTOM _IMPTC _HARD _FREE ' INTR _DISP, "PEOPLE OTHER
Cluster X SD X SD. X SD X~ SD X SD X SD X SD- X SD X SD
: . . 'Y N
1 (n=121) 16.72 3.5 20.5 4.6 12.2¢d 0.9 22.3b 3.4 154b2.8 15.5¢ 1.2 10l 2.2 28.9° 4.3 20.8b 3.1
S | ,
i2 (n=10) 14.2a 2.9 20.1 4.0 11.4¢ 1.6 17.88 3.4 13.0% 2.4 .13.12 2.0 8.5 2.0 25.12 3.2 16.6% 3.6
3 (n=66) 18.8° 4.1 20.9 3.5 10.4° 1.5 217b 2.9 156025 14.7% 1.3 1060 2.0 28.50 3.6 - 20.4b 2.8
? 22.5¢, 3.8 19.5 3.5 8.82 3.3 25.8¢ 3.3 15.3 4.8 13.08 3.5 10.3 2.7 28.33 4.5 19.8> 2.9
4 (n=107) 18.2° 3.9 22.2 4.1 12.5% 1.3 25.0° 3.3 17.6°2.7 1620 1.4 109 2.6 32.7° 3.8 23.6° 2.8

Note.

! ¢

-

Variables with same superscript(s) are not significantly different from one another.
:i//xériab1es with different superscripts, however. .

.

They are different from

\




The Work Beliefs Scale Items?

i

0}

%

Beliefs about 2 worker-run society .

1.
2.

3
4,
5.
6
7

Attitude toward labor unions

Management should be selected by the workers.
Any system of work that allows a few people to tell everyone else: -~
what to do should be changed.
A worker-run society is Just some fool's dream; it would never work. (-)
Workers could run an organization betier than could management.
,Hor}ers should control the affairs of their company.
er-owned businesses are the wave of the future.
I believe aiworker-run society would be a good thing/a bad thing.

-

1
2
3.
4

Labor unions are always trying to take advantage of management. (-)

The labor union is the gulirdian of tomorrow's wcrkers. -

Labor unions exist simply to collect annual dues; they seldom live uo
to their promises. (-) .

. “Unions are essential in stopping the worker from being exploited by
management. - .

5. Unfons are turning workers against their employers.” (-) S

6. Labor unighs represent the only hope for“the worker.

7. I am cally pro-union/anti-union.

The imoportance of work

1. The importance of work is trivial compared to other areas of life. (-) ' )
2. Other things should ilways take second place to work.
3. *One cannot live 1if2 to its fullest if one has “to work. T{-)

How hard should one work?

< R .
To do a poor job on one's work is to be a ‘poor person. /
The harder you work the better.

Hard work is the key to success in life.

An individual should work very hard/not work hard at all. (-)

You are ®hat you do. ,To do nething fs to be nothing.

If you want to accomp‘ish something you have to fignt for it

Hard work never hurt anybody.

O LN B )

Should free time be used for business ourroses? ,

. .
1. An emoloyee, if asked, should be willing to spend his/her weekends
a entertiining important <’ ients,
2. A person should gnend fres time Dromoting ithe company,

#
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g The York Beliefs Scale Items? .
. Should free time e used for business nurposas? .

1. A person should help his or her boss during free time.

4. Shoyld free time be spent for business purposes? No, never/Yes always.

5. One should do things during one's free time that directiy heip the coroany.
&. bn weekends and evenings, an employee should read books that help him/her

become a better worker. - ,
-
Should’ work emphasize intrincic rewards? . - *
. - ol
1. The average job should provide feelings of responsibility. . .
2. ' The average job should offer opportunities for recognition.
3. Workers should find satisfaction~in knowing that they did as much as
/ they could at work.
‘ 4. Y The most important thing abput work is a sense of accomplishment. ] ‘>
Conflict resolution -
1. Proaress in solviag a problém only comes with compromige. (-)
2. People who compromise are people who lose.
3. Comoromise often does not work. -
4, In gengral, disputes should be resolved by winning/compromising. (-) ~ N
Workers/manacers are: e
-~ 4 w 7
1. Most employees are diligent workers. M N
2. Morkers qenarally carry out instructions promptly and efficiently. .
3. The typical American worker can be trusted to do a dood job. -
4, A responsible worker is a rarity. (-} , . ,
5. Employees are basically hard workers/lazy. (-) .
6. Mangers are supportive/exploitive. (-)
7. Most managers make a serious attempt to understand the needs of workers. -
8, The typical manager ancourages workers to become better individuals.
9. A typical manager is willing to Tisten sympathetically to 2n employee ’ '
who i% having troubles at home. ’
. . : i
Should free time be soent helpino others? .

1. I befieve that people should devbte their free time to helping others.
. 2. Free time should be spent helping others.

~

1., People should spend their free time working on community projects.

4. How much-of a oerson's free time shouid be spent nelping others? i
None of it/A1) of it ) .

5. Panticipation in community projects should de important to everyone.

6. My free time is for me and not for anyone else.

7. Every person should do volunteer work.

a (-) means that the item {s to be reversa scored.
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